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Abstract 
Leadership theories have suggested that supportive 
leadership (i.e., showing concern for employees and their 
needs) is important to the leader-member process. 
Indeed, research has identified that employees who 
perceive leaders as supportive are likely to report higher 
levels of well-being. Responding to limited value 
congruence research, the present study investigated the 
degree that employee-organisation value alignment 
might influence the relationship between supportive 
leadership and well-being. A state government agency 
participated in the cross-sectional survey. Results 
indicated that higher levels of supportive leadership 
predicted higher levels of well-being. Further, analyses 
revealed main effects of person and organisation team 
values on job satisfaction and organisational 
commitment. Lastly, some support was found suggesting 
a role of value congruence in the supportive leadership-
well-being relationship. Overall, results highlight the 
complexity of relationships that potentially exist between 
leadership styles, person-organisation value congruence, 
and employee well-being.  
Introduction 
It has been proposed throughout research that 
supportive leader behaviours can have a positive effect 
on employees. The concept of supportive leadership (or 
leader behaviour) has been quite well documented in 
research. For instance, researchers have considered 
supportive leader behaviours to be an important 
component of individualised consideration - a part of 
transformational theories of leadership.  Indeed, Avolio 
and Bass (1995) and Podsakoff, MacKenzie, Moorman, 
and Fetter (1990) defined supportive leadership in terms 
of general support for the efforts of followers and 
‘behaviour on the part of the leader which indicates that 
he or she respects his or her followers and is concerned 
with followers’ feeling and needs’. House (1978) and 
Rafferty and Griffin (2004) have similarly defined 
supportive leadership as behaviour that ‘expresses 
concern for followers and their individual needs’. It is 
this latter definition that has been adopted in this study.  
Supportive leader behaviours have been espoused to 
have considerable influence on various outcomes. 
House and Mitchell (1974) asserted that supportive 
leader behaviours can facilitate a ‘friendly and 
psychologically supportive working environment’, 
providing an avenue for the reduction of stress and 
frustration that may be experienced by employees 
otherwise in high stress jobs. Indeed, a reasonable 
amount of research has supported pro- well-being 
assertions with respect to the reduction of perceived 
strain experienced by employees. For instance, 
LaRocca and Jones (1978) found leader support to be 
associated with higher levels of self-reported employee 
satisfaction and lower levels of intentions to leave. 
Further, Karasek, Schwartz, and Theorell (1982) found 
supportive leadership buffered the negative effects of 
job demands on job dissatisfaction and depression. 
Research has also found supportive leader behaviours to 
be inversely related to employee burnout (e.g., 
Golembiewski, Munzenrider, & Stevenson, 1986). 
Overall, there is reasonable evidence backing the notion 
that supportive leader behaviours are generally 
associated with more positive employee well-being 
outcomes, and stressor perceptions.   
The main aim of this study was to investigate the 
extent that perceived congruence of employee-
organisational values impacts the supportive leadership- 
well-being/strain relationship. Considerable research 
has been conducted to identify the impact of value 
congruence on employee well-being. Indeed, research 
has found higher levels of value congruence to be 
associated with higher levels of organisational 
commitment and job satisfaction (see Cable & Judge, 
1996; Chatman, 1991; O’Reilly, Chatman, & Caldwell, 
1991). Further, lower levels of value congruence have 
been associated with higher intentions to leave the 
organisation, and higher levels of staff turnover (see 
Cable & Judge, 1996; Chatman, 1991; O’Reilly, 
Chatman, & Caldwell, 1991; Vandenberghe, 1999).  
Recently, however, the analyses undertaken in these 
studies and within the value congruence field have 
come under research scrutiny (e.g., Edwards, 1994, 
Finegan, 2000; Kalliath, Bluedorn, & Strube, 1999). 
Indeed, within this field, analyses based on profile 
similarity indices (e.g., difference scores) have been 
defined as flawed—criticised as not entirely capturing 
the elements of person-organisation value congruence. 
Addressing this analytical issue via polynomial 
regression techniques, Kalliath et al. (1999) found a 
lack of support for an effect of value congruence on 
organisational commitment and job satisfaction. 
However, the authors did find that the outcomes 
assessed were predicted favourably by high person and 
organisation values. Other researchers have found a 
strong relationship between value congruence and 
favourable reports of organisational commitment 
(Finegan, 2000) and intentions to stay (Lutrick, 2003).  
Clearly, this new direction of analysis in this field is in 
its early stages of application, resulting in few and 
mixed results regarding the impact of value congruence 
on well-being outcomes.  
Whilst limited, some research can be cited with 
respect to the potential extra-main effect influence of 
value congruence. Jung and Avolio (2000) found a 
mediating effect of subjectively measured value 
congruence between perceptions of transformational 
leadership and performance. Newton and Jimmieson 
(2005) further found higher subjective value 
congruence buffered the negative effects of a non-
supportive organisational context on job satisfaction.  
Research relating to organisational and occupational 
identification (broadly similar concepts to value 
congruence) can also be drawn upon. Witt, Patti, and 
Farmer (2002) found a moderating influence of 
identification--when identification was high, politics 
were less adverse to commitment amongst workers that 
primarily identified with their occupations. Overall, 
these studies demonstrate that similar concepts have 
been associated with more complex relationships than 
currently identified with respect to high perceived value 
congruence.   
Researchers have identified that examining groups of 
values rather than comparing an overall match of 
different values provides more information regarding 
the impact of congruence on behaviour and attitudes 
(see Finnegan, 2000; Kalliath et al., 1999). Given this 
observation, this study investigated values relating to 
teams. The decision to focus on team values matches 
one of the core values of the organisation participating 
in this study.  
Indeed, many modern day organisations are at least in 
part characterised by design that incorporates teams and 
team values. Therefore, understanding the potential 
positive and negative impacts of in/congruence with 
such team values is a relevant question in current-day 
contexts, especially if poor outcomes for employees and 
employers alike are experienced.  
Overall, three broad research questions/ hypotheses 
were investigated in the present study. First, it was 
hypothesised that higher perceptions of supportive 
leadership would predict more favourable levels of 
employee well-being (i.e., higher job satisfaction and 
organisational commitment, and lower intentions to 
leave: H1). Second, based on value congruence 
research, it was predicted that person and organisation 
team values would independently have a positive main 
effect on employee well-being (i.e., higher job 
satisfaction and organisational commitment, and lower 
intentions to leave: H2). Based on Kalliath et al, (1999), 
it was further expected team value congruence would 
have favourable well-being outcomes when the values 
were both rated as high. Low person and organisation 
values were not expected to be associated with more 
positive levels of well-being (H2a). Lastly, it was 
expected that the effect of supportive leadership on 
well-being would be more positive for respondents 
reporting high person/high organisation and low 
person/low organisation team value congruence 
compared to team value incongruent conditions (H3).  
Method 
Participants and Procedure 
One thousand three hundred and fifty surveys were 
distributed across an Australian public service 
organisation with 874 responses (response rate = 67%). 
Forty-one percent of the respondents were male, and 
59% were female. Overall, 18.1% of the respondents 
were aged between 31 and 35 years old.  
Measures 
Conceptions of team value congruence and employee 
well-being outcomes were assessed in this study. 
Supportive Leadership. A 3-item scale adapted from 
House (1998) was used (e.g., my manager takes into 
account my personal needs). Responses were rated from 
1 (Strongly disagree) to 5 (Strongly agree).  
Team Values. Individual and perceived organisational 
team values were assessed using six corresponding 
items adapted from Maierhofer (2000). Items included 
‘working well as a team’, and ‘helping other team 
members’ and were rated on a 1 (Not important to me) 
to 5 (Very important to me), and 1 (Not important to my 
organisation) to 5 (Very important to my organisation) 
respectively.  
Job Satisfaction. Job satisfaction was measured with 
three items adapted from Caplan et al., (1980); e.g., 
overall, I am satisfied with my job. Responses ranged 
from 1 (Strongly disagree) to 7 (Strongly agree).  
Organisational Commitment. Three items adapted 
from Allen and Meyer (1990) assessed the affective 
component of this construct. Items include, “I feel as if 
the organisation’s problems are my own”, with 
responses rated from 1 (Strongly disagree) to 5 
(Strongly agree).  
Intentions to Leave. Intentions to leave were assessed 
using a 3-item scale (e.g., I seriously intend to transfer 
to another job in the near future). Responses were rated 
from 1 (Definitely not) to 5 (Definitely yes).  
Age and Gender. Gender and age were assessed 
categorically and controlled for in all analyses to 
minimise effects on outcomes resulting from 
demographic  differences.  
 
Results 
Descriptive Statistics 
Table 1 displays means, standard deviations, and 
correlations among the factors assessed in the study.  
 
Table 1:  Correlations, means and standard deviations 
between the study variables 
 
As per Edwards (1994), a squared difference model 
was used investigate main effects of team value 
congruence on well-being. Control variables (age and 
gender) were entered on Step 1; person and 
organisation team values entered on Step 2 to 
investigate main effects; person and organisation 
quadratics (squared terms), and the person/organisation 
interaction entered on Step 3 to investigate curvilinear 
and interactive (congruence) effects (see also Kalliath et 
al., 1999). 
In light of methodology issues identified by Edwards 
(1994), two separate regression analyses per outcome 
were conducted to investigate the moderating 
hypothesis. In analysis one (representing a traditional 
three-way regression) control variables were entered at 
Step 1; person and organisation team values, and 
supportive leadership entered at Step 2; two-way 
interactions at Step 3; three-way interaction at Step 4. 
Analysis two involved the same regression equation as 
above but for Step 4. In this analysis, Step 4 included 
the three-way interaction term and quadratics of 
independent variables (i.e., polynomial regression) to 
investigate the curvilinear effects. Analysis one was 
used to linearly graph the interactions given the 
problems associated with three-dimensional graphing of 
a three-way interaction.  
Main Effects 
Supportive Leadership. Regression analyses were 
conducted to test for the main effects of supportive 
leadership on outcomes. As per Aiken and West (1991) 
all independent variables were mean-centred. 
Supporting hypothesis (H1), results revealed that higher 
supportive leadership significantly predicted higher job 
satisfaction (r2change = .11, p < .001), lower intentions to 
leave (r2change = .05, p < .001), and higher 
organisational commitment (r2change = .04, p < .001).  
Team Values. Also supporting predictions (H2), results 
revealed that higher independent ratings of person and 
organisation team values predicted higher job 
satisfaction (β = .22, p < .001, β = .14, p < .001, 
respectively), higher organisational commitment (β = 
.21, p < .001, β = .07, p = .05, respectively), and lower 
intentions to leave (β = -.12, p < .01, β = -.07, p = .05, 
respectively).  
Results also revealed that the conditions for 
congruence outlined by Edwards (1994) were not fully 
satisfied indicating a lack of support for congruence 
effects. Whilst entry of the variables on Step 3 was 
significant for job satisfaction and organisational 
commitment, the squared terms for the person in both 
analyses were not significant. Additionally, in all 
models, higher order terms were significant. 
Nevertheless, graphing of the interactions revealed 
partial support for hypothesis (H2a) as job satisfaction 
and organisational commitment were rated highest 
when organisation and person team values were both 
rated highly. Low but congruent ratings of person and 
organisation team values were associated with lower 
ratings of job satisfaction and organisational 
commitment. Congruence effects on intentions to leave 
were not significant. 
Moderating Effects 
Two-way Interactive Effects. Entry of the two-way 
interaction terms revealed no significant increases in 
variance accounted for in job satisfaction, 
organisational commitment, or intentions to leave. 
Similarly, inclusion of the two-way interaction terms as 
a set did not account for increased variance in any 
outcome measures.  
Three-way Interactive Effects. Analysis one revealed 
a significant three-way interaction of person and 
organisation team values, and supportive leadership on 
job satisfaction only, r2change = .01, p < .01. Analysis 
two was also significant, r2change = .03, p < .001 
indicating the presence of some polynomials (e.g., 
curvilinearity). Results from analysis one were graphed 
at one standard deviation above and below the mean of 
the moderator (see Aiken & West, 1991). When 
organisation team values were high, Figure 1 shows that 
levels of job satisfaction for employees with low team 
Variable Mean (SD) 1 2 3 4 5 6 
1 Person Values   4.55  (.52) (.91)      
2 Workplace Values 4.07 (.84) .40
** (.94)     
3 Supportive  
   Leadership 
3.72 
(.98) .18
** .35** (.86)    
4 Job Satisfaction 5.13 (1.32) .32
** .36** .44** (.88)   
5 Organisational  
   Commitment 
2.97 
(.93) .25
** .29** .24** .44** (.77)  
6 Intent to Leave 2.33 (1.04) -.19
** -.24** -.33** -.49** -.32** (.74)
**Correlation is significant at the p < .01 level 
Cronbach’s alphas are reported on the diagonal  
values (incongruence) were not influenced by 
supportive leadership. However, for high team value 
congruent employees, perceptions of job satisfaction 
increased as supportive leadership increased. 
Interestingly, low supportive leadership also had a 
greater negative impact on job satisfaction for high 
team value congruence compared to low person team 
value (i.e., value incongruent) respondents. Thus, 
partially supporting hypothesis (H3) job satisfaction 
was most favourable when respondent’s reported high 
person and organisation team value congruence, and 
supportive leadership was high.  
When organisation team values were low, Figure 2 
shows that levels of job satisfaction for employees with 
both low and high individual team values were 
positively influenced by higher levels of supportive 
leadership. Importantly, however, supporting 
hypothesis (H3) employees reporting value congruence 
(i.e. low organisation and low person team values) were 
more satisfied than employees reporting value 
incongruence irrespective of levels of perceived 
supportive leadership.  
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Figure 1:  Graphical representation of three-way 
interaction on job satisfaction (high organisation 
values) 
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Figure 2:  Graphical representation of three-way 
interaction on job satisfaction (low organisation values) 
 
Discussion 
This study firstly sought to investigate the main effects 
of supportive leadership and value congruence on 
employee strain/well-being. Results revealed that 
supportive leadership significantly predicted more 
favourable self-reports relating to well-being.  The 
results also revealed weak team value congruence 
effects with high individual and organisation team 
values predicting more favourable levels of well-being 
outcomes.  
This study further aimed to determine whether the 
supportive leadership-well-being relationship was 
moderated by in/congruence between person and 
organisation team values.  Analyses partially supported 
this hypothesis with team value congruence 
differentially moderating the effect of supportive 
leadership on reports of job satisfaction.  
The significance of the present findings is threefold. 
Firstly, this research adds to evidence that sharing 
similar values to others in the organisation is important 
and can influence how individuals respond to their 
environment. Secondly, the results show that supportive 
leadership, which has been shown to be an important 
factor in subordinate affective reactions, is only 
beneficial when subordinates have values that are 
congruent with the organisation. The implications of 
these findings further emphasises the importance of 
selecting and attending to employees’ values and the 
shared values within an organisation. Lastly, the results 
highlight that low levels of supportive leadership are 
more detrimental to outcomes of employees whose 
values are congruent with the organisation, than if 
incongruent. As such, the importance of high supportive 
leadership in the workplace is re-affirmed.  
A strength of our study was the addition of 
congruence as a moderating effect and the method 
through which this was tested. We could not find any 
examples in the literature that used value congruence 
assessed in this way as a moderator. We believe this 
opens the door to another avenue to explore the impact 
of value congruence in organisations.  
The present research needs to be qualified by a 
couple of limitations. First, the research was cross-
sectional which negates casual inferences being made. 
Further, one survey instrument was used which can 
increase chances of data contamination due to source 
defects (i.e., common method variance; Podsakoff & 
Organ, 1986).  
Future research should explore the moderating effect 
of other sources of value congruence such as between 
the supervisor and subordinate, or the subordinate and 
their work group. Examination of these relationships 
across time is also required to determine the true nature 
of the relationships and reduce problems associated 
with common method variance.  
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